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ABSTRACT

The problem facing the Tucson Fire Department was a reluctance for “ Certified”, eigible,
Captainsto gpply and test for the pogition of Battalion Chief. Theterm * Certified” means that the
Captain had successfully completed an 88 hour Chief Officer Certification course. While the number of
digble Captains was large, those choosing to apply for the exam was smdl. Asaresult, this had
caused serious concern that the department would not be providing leadership for the future.

The purpose of the research project was to determine the cause of adiminished » factor and
find possble solutions. The project utilized an eva uative research method and asked the following
research questions:

1 What factors contribute to Captains reluctance to gpply and test for Battalion Chief?

2. Is this problem specific to the fire service or doesit occur in the military or private sector as
wdl?

3. Does the potentid for an 8 hour staff assgnment deter candidates?

4, Does monetary compensation have a sgnificant impact?

A literature review was completed to gain an historica perspective both in the fire service and
the military on career trangtions. The author discovered that in the military, dl of those digible for
promotion are consdered. They have no choicel

A survey instrument was sent to the 31 eigible Tucson Fire Department Captains who had not
goplied for the upcoming Battalion Chief’sexam. The purpose of the survey wasto gain indgght into
why some Captains, who took the time to complete the certification program to become digible, did not

apply for the Battdion Chief’s exam.



The andyds and interpretation of the data in the survey included a comparison of the year of
completion of Chief Officer Certification and reasons for not taking the exam as well asthe seniority of
the individua and when they planned to retire.

The results showed that the main reason for not gpplying was the possibility of an 8 hour staff
assgnment. Pay was not anissue.

The recommendation for the Tucson Fire Department was to employ an Organizationa
Development Specidid to further andyze the aff assgnment problem. This should be a consultant
who can evauate the Department’ s activities without being bound by interna culture, traditions, or

politics.
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INTRODUCTION

The Tucson Fire Department is alarge, metropolitan department with 510 employees. Situated
in adesart community of 480,000, they provide fire and EMS services through 17 fire stations.

The problem in the Tucson Fire Department was the reluctance of igible Captainsto apply and
test for the position of Battalion Chief. While the n factor for those digible was large, those choosing to
apply was smadll. Asareault, this had caused serious concern that the department would not be
providing leadership for the future. “We, as Executive Fire Officers, must provide the leadership within
our organizations... “ (Pottberg, 1993, p. 1).

The purpose of this study was to determine the cause of adiminished » factor and find possible
solutions.  The research method chosen was eva uative and the research questions were:

1- What factors contribute to Captains reluctance to apply and test for Battalion Chief?
2- Is this problem specific to the fire service or doesit occur in the military or private sector as
wdl?
3- Does the potentid for an 8 hour staff assgnment deter candidates?
4- Does monetary compensation have a sgnificant impact?
BACKGROUND AND SIGNIFICANCE

The Tucson Fire Department is an dl paid, metropolitan department Situated in a desert
community of 480,000 citizens. Congtant staffing places 124 personnd each day in 17 Fire Stations
(four Battalions) throughout 150 square miles.

The rank gtructure begins with Firefighter and after two years the next promotiona step can be
to Engineer (driver), Inspector, or Paramedic. After serving three years in one of those pogitions, the

next step is Captain (front line supervisor). With another three years as Captain one can promote to



Battdion Chief. Thisisthelast tested postionfor promotion. Assstant Chief and above are gppointed
positions.

Promotiond opportunities exigt within the organization from the beginning position of Frefighter.
After successful completion of a certification program, candidates are consdered dligible to test for the
next position. Each certification program is repeated every two years and the exam follows the
certification. Candidates who successfully complete certification, remain certified for the remainder of
their career. Therefore, Snce the inception of certification in the early 1980's, severd individuds
remain certified to test in severd ranks. The focus of this research project dedls with the rank of
Batdion Chief.

Chief Officer Certification consumes 88 hours over a3 month period of time. Captainswith
one year in rank may enroll in certification classes, but must attend al classes and complete homework
assgnments to successfully complete the program and pass.  Classes are held Monday through
Thursday from 0830 until 1230 hours with the same class repeated on Monday / Tuesday and
Wednesday / Thursday to accommodate shift schedules. Suppression Captains assigned to shift can

only attend classes off-duty. When completed, those successful Captains have logged a substantia

number of hours of off duty classtime.

After successful completion of Chief Officer Certification, those individuas are consdered
“Certified” and may then gpply for the Battdion Chief’sexam. After the exam process, dl participants
areligted in order of rank on a promotiond list with atwo year expiration. If any vacanciesin the rank
of Battdion Chief occur during that two year period, the next seven names on the list are presented to
the Fire Chief for promaotion. The Fire Chief has the authority to choose anyone in those seven

positions for promation. Thisis known as the Civil Service Rule of Seven. Asasde note, should only



seven individuas gpply to take the exam, the exam is canceled and the seven names are presented to
the Fire Chief without ranking. The most current Battalion Chief promotiond flyer is atached as
gopendix A.

The following table shows the year Chief Officer Certification was completed, the number of

Captains digible to gpply for the exam, and the number of those who actudly applied.

Year Number Eligible Number Applied
1986 unknown 22

1988 44 24

1990 34 24

1992 44 24

1994 42 14

1996 41 9

1998 40 9

TABLE 1 Number of Candidates

Clearly, as evidenced in Table 1, fewer and fewer candidates are choosing to apply for the
exam process. From the mid 1980s to the early 1990s approximately 50% of those digible chose to
apply. 1994 wasthe first year that a substantia reduction occurred. In recent years, Snce 1994, the
numbers have steadily declined to as few as 22.5% in 1998.

This study is Sgnificant to the fire service because our future depends on the best qudified
personnel promoting to leadership positions. For the Tucson Fire Department, those choosing to
promote to the Baitaion Chief position has sgnificantly diminished over the past few years. Consstent

leadership and long-range planning are two of the enhancements that will be gained asthis problem is



solved. By providing a greater number of individuas to test for management postions, the Fire Chief
will have a better pool from which to choose.

This study directly relates to the EFOP course Executive Leadership. Chapter 10 speaks to the

gudent on life' s trangtions from when firefighters join the service early in life, promote through the
ranks, and through to the retirement years. A mgor part of Leadership is executive planning for the
future of the organization.

LITERATURE REVIEW

The literature review was performed to gain an historica perspective both in the fire service and
the military on career trandtions.  The literature review was limited to some extent due to limited
materid onthe subject. “Fire Departments, aswel as other organizations, long have been concerned
with the problem of identifying and promoting the best qualified talent into areas of more respongbility”
(Shield, 1983, p. 13).

The Tucson Fire Department uses a very sound promotion system. Officers who meet the
minimum standards and complete Chief Officer Certification are justified in bdieving thet ther future
promotion will provide arewarding career. At the same time, however, the work of the department
must be done, and its promotion system must provide the flow of trained and ready officers to move
into higher responsibilities. These future leaders must be identified, trained, and findly provided with the
degree of authority that each will need to discharge greater responsibility. Thetraining of good officers
through the certification program is the justification for promotion so that good men and women will be
ready when needed.

Attillathe Hun once said,
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Few Huns will sustain themsdves as chieftains without strong persond desire - an inherent
commitment to influencing people, processes and outcomes. Week is the chieftain who does
not want to be one. We must be careful to avoid placing capable warriors into positions of

leadership that they have no desire to fulfill (Roberts, 1987, p. 18).

Clearly, thefire service is no different. There must be adesire in our personnel to promote to

management positions. More than desire, there must exist a passion to succeed ... apassion that drives

oneto prepare oneself and one' s subordinates to exce.

topic...

Thereis sacrifice for those who choose to lead others. Attilla spoke to his chieftains on this

Y ou must be willing to make unrecognized and thankless persond sacrifice for those you serve
and those you lead. This sacrifice may take the form of absence from atriba hunt, spending
extraordinary energies and patience to devel op subordinates and tending to the needs of these
subordinates at times when your own needs go unfulfilled. Y ou must be willing to bypassa
fedtiva in your own camp if a Situation in another camp requires your presence and attention
(Roberts, 1987, p. 27).

It sounds as if Atillawere speaking of thefire service here. Replace the word firestation for

camp and he suddenly speaks directly to a suppression Battalion Chief.

The military is aso a source of comparison to the fire service. In checking the rules of

promotion within the military, the author discovered that all of those digible for promotion are

consdered. According to the Army Officers Guidebook, (1996) “He or she does not have the option
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to decline being considered...” (p. 285). Clearly the military has solved the problem of areluctance of
candidates choosing to gpply and test for promotion. They, in essence, require everyone to test!

This military posture has some merit, however, an organizational culture change of great
magnitude would need to take place for this to occur in the fire service.

One cannot research thistopic without deding with the staff assgnment issue. Asfirefighters
promote up through the ranks, they get closer and closer to the dreaded staff position. Clearly, one
reason firefighters become firefightersis because of the shift schedule. As we recognize the growing
importance of saff roles, there still remains a wide chasm between the desirability of staff and field
assgnments. Laurich tates, “Job Jail was alocd term that was born into the Colorado Springs Fire
Department when a seasoned officer was given a staff assgnment” (Laurich, 1995, p. ii). While there
are incentives such asrotation policy, assgnment pay, take home vehicle, and educationa opportunities,
mogt officers will say thet they prefer the 24 hour shift. “Through the research it was found that there
has in the past been reluctance to move from the field to staff positions” (Pottberg, 1993, p. 9). “Once
the linelifestyleisingrained in firefighters, they often are reluctant to exchange their present work hours
for aconventiona 40-hour week” (Laurich, 1995, p.5).

In Pottberg’ s report (1993) the author discusses lowering the rank requirements to alow for an
increase in the pool of digible candidates for staff postions. He states that thisis sometimes governed
by provisons of gatutes and union contracts, and that only a smal percentage of fire departments have
the flexihility to dter therank of staff positions.  This procedure could, however, provide the Tucson
Fire Department with an dternative to staff pogitions and therefore, reduce the odds of being selected to

adaff assgnment as a Chief Officer. In other words, the pool of candidates for saff positions would



begin with the Captain’sranks. On the down sde, perhaps this would create a reduction in those
desiring to promote to Captain.

Firefighters enter the fire service with awel-rounded knowledge and life experience that fits
well into the job description of emergency services. They're good with mechanicd Stuations and life-
threatening decisons. When put in agtaff assgnment they are out of their environment and extremely
uncomfortable. (Laurich, 1995)

Introducing new members to the misson of thefire servicein relaion to staff postions was dso
mentioned in Pottberg’ s report (1993). By training new firefighters from the first day thet they will be
expected to spend time in astaff assgnment might be away of changing the organizationd behavior of
the department. It must be emphasized to the new recruit that it will take both fidld and staff
assgnments to meet the chalenges faced by the department now and in the future. Clearly, this process
would take quite some time.

Organizationd behavior, as defined by Szilagyi (1987), is concerned with the study of the
behavior, dtitudes, and performance of workersin an organizationd setting. To change the behavior of
the organization, most managers know that definitive answers are eusive, however, one best answer is
unredidic. Instead, severd gpproaches should be utilized.

One might begin with the task approach to focus on the job performed by the individud,
emphasizing mativationd and job design changes and behaviord skills. This can be accomplished
through such techniques as new training programs and entry level selection procedures.

“The view of theindividua worker as an unlimited resource who is solely motivated by
economic meansisfar too smplistic” (Szilagyi, 1987, p.88). Mativation incorporates the concepts of

needs, drives, gods, and rewards. The chalenge isto determine what ismissing in our organization to
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preclude those Captains from the god (and reward) of promotion. Motivation is based on the principle
of hedonism; Individuas behave in amanner that will provide pleasure and minimize displeasure.
(Szlagyi, 1987) With thisin mind what bearing does motivation play in the problem of poor selection to
test?

lacocca (1984) once sad, “Money and a promotion are the tangible ways a company can say:
most vauable player” (p.52). Clearly, the private sector promotes based on performance. Thefire
sarvice, aswith most civil service jobs, promotes based on the individud'’ s ability to test. The
motivation, presumably, in the fire service is not to do agood job, but to test well and regp the rewards
of promotion.

PROCEDURES

The author sdected this specific research topic from a persondly perceived problem facing the
Tucson Fire Department. A survey ingrument was utilized to gather first hand information from certified
Captains on the Tucson Fire Department. The term “Certified Captain” means that the individua has
competed the Chief Officer Certification Program offered by the department. The purpose of the
urvey was to gain ingght into why some Captains, who took the time to complete the certification, did
not apply for the Battdion Chief’s exam.

Prior to preparing a survey ingrument, three certified Captains were asked for their input into
the problem. Two of the Captains were not scheduled to take the upcoming exam, however, one had
submitted an gpplication. From that input the survey was refined to reflect as accurately as possible,
questions that would yidd a sgnificant result.

A survey ingrument was prepared (Appendix “B”). The survey population was defined asfire

Captains in the Tucson Fire Department who had completed Chief Officer Certification and, therefore,
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were “ certified” and digible to goply and test for the postion of Battalion Chief, but had not applied for
the most recent test (September 1998). All of these individuas were maes since the only femae
Captain employed by the Tucson Fire Department is not yet digible to enroll in Chief Officer
Certification. Thisamounted to 31 “ Certified” Fire Captains currently employed.

The time frame given to return the surveys was 3 weeks and when the due date arrived, only 19
of 31 had been returned. Statistical sampling requires 28 of 31 be returned for 95% accuracy. In
order to gain avdid gatistica sample, the author persondly contacted each individua to encourage
participation. Since the survey was anonymous, the author had no way of knowing who had returned a
survey and who had not. Therefore, al 31 individuals were contacted. After this, 10 additiond surveys
were returned for atota of 29. None were returned incompl ete.

It was assumed that dl individuas who responded to the survey understood the questions and
answered truthfully. These assumptions, however, could not be confirmed. Additiondly, snce dl
responses were from male Captains, it cannot be assumed that female Captains would respond
smilady.

The data from the survey was collated into tables and analyzed to determine answversto the
research questions. Thefirst four questions were asked to gain background knowledge on the
individua. Question five listed 14 possible reasons why certified Captains choose not to gpply for the
Battdion Chief’ s exam including a category of “other” with room for remarks.

RESULTS

The andyss and interpretation of the dataincluded a comparison of the year of completion of

Chief Officer Certification and reasons for not taking the Battdlion Chief’ s exam as well asthe seniority

of the individua and when they planned to retire.
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In answering the research question regarding what factors contributed to Captains’ reluctance to
apply and test for Battdion Chief, the author discover awide array of reasons. The survey provided 14
reasons and all 14 were chosen by those surveyed as well as severd additiond reasons.

The author was aso able to determine that this problem is specific to the fire service. The
military and the private sector are not presented with thistype of problem. Infact, the military consders
dl candidates digible for promotion. The candidate has no choice.

It was found, by the survey results, that the potentid for an 8 hour staff assgnment isa
sgnificant deterrent for candidates choosing not to gpply for the exam. The issue of monetary
compensation has no impact.

The respondents were asked to indicate three reasons why, after completing certification, they
would not want to gpply for the exam process. Some responding individuas provided only one or two
reasons. Table 2 displays the reasons for not gpplying for those seven individuas who completed Chief

Officer Certification prior to 1986.
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Reason for not applying number / percent
No longer interested in the position 3 23%
Not enough pay difference between Captain and B.C. 0
Don't want to work for this administration 3 23%
Battaion Chiefs have too much work 0
Job expectations for Battalion Chief poorly defined 1 8%
Don't want possible 8 hour staff assignment 1 8%
Currently fed chalenged with Captain’s responghilities 0
Only took certification classes to gain the knowledge 2 15%
No perceived available pogtion in the next two years 0
No desre to invest the amount of study time required 0
Frustrated with the exam process / poor quaity exam 1 8%
Family commitments (inc. sick spouse, young children, caring for | 1 8%
parents, €etc.)
Desreto invest timein other areas such as other job or hobby 0
Other: 1 8%
Too much favoritiam.

TABLE 2 Caertification prior to 1986 n=13

As shown in Table 2, the primary reason for not applying for the exam was no longer
interested in the position ad don’t want to work for this administration. Secondarily was that

they only took certification classes to gain the knowledge.
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Table 3 digdlays the reasons for not gpplying for those 14 responding individuas who

completed Chief Officer Certification in the years of 1988, 1990, and 1992.

Reason for not applying number / percent

No longer interested in the position 7 17%
Not enough pay difference between Captain and B.C. 2 5%
Don't want to work for this administration 4 10%
Battaion Chiefs have too much work 1 2%
Job expectations for Battaion Chief poorly defined 0

Don't want possible 8 hour gaff assignment 11 27%
Currently fed chalenged with Captain’s responghilities 0

Only took certification classes to gain the knowledge 1 2%
No perceived available position in next two years 2 5%
No desre to invest the amount of study time required 3 7%
Frustrated with the exam process/ poor quaity exam 2 5%
Family commitments (inc. Sck spouse, young children, caring for | 1 2%
parents, €etc.)

Desreto invest timein other areas such as other job or hobby 3 7%
Other: 4 10%

Adminigration wants dl white mae upper management sructure.
Chiefs have lost contact with those they supervise.
Not able to treat subordinates as shabbily as are currently

treated.
Don't respect current B.C.’s.

TABLE 3 Certification in 1988, 1990, 1992 n=41
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As shown in Table 3, the primary reason for not gpplying for the exam was don 't want
possible 8 hour staff assignment. Secondarily was that they were no longer interested in the
position.

Table 4 digplays the reasons for not gpplying for those eight responding individuas who

completed Chief Officer Certification in the most recent years of 1994, 1996, and 1998.
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Reason for not applying number / percent

No longer interested in the position 1 4%
Not enough pay difference between Captain and B.C. 0

Don't want to work for this administration 1 4%
Battaion Chiefs have too much work 0

Job expectations for Battaion Chief poorly defined 2 8%
Don't want possible 8 hour staff assignment 3 12%
Currently fed chalenged with Captain’s responghilities 3 12%
Only took certification classes to gain the knowledge 2 8%
No perceived available pogtion in the next two years 0

No desre to invest the amount of study time required 1 4%
Frustrated with the exam process / poor quaity exam 2 8%
Family commitments (inc. Sck spouse, young children, caring for | 1 4%
parents, €etc.)

Desreto invest timein other areas such as other job or hobby 4 16%
Other: 4 16%
The job needs to be redesigned.

Don't fed | have enough time in current pogtion.
Job is not much fun.

Indligible to test - don't have 3 yrs as Captain.

TABLE 4.

Certification in 1994, 1996, 1998

n=24




As shown in Table 4, the primary reason for not applying for the exam was adesire to invest
time in other areas such as other job or hobby and the “other” category. Secondarily wasthat they
don’t want possible 8 hour staff assignment and currently feel challenged with Captain’s
responsibilities.

The next three tables, numbersfive, Sx, and seven compare the reasons for not applying for the
exam to the years of service. Table 5 digplays the data from those seven responding individuas with 15

to 20 years of service.
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Reason for not applying number / percent

No longer interested in the position 1 5%
Not enough pay difference between Captain and B.C. 0

Don't want to work for this administration 1 5%
Battaion Chiefs have too much work 0

Job expectations for Battaion Chief poorly defined 2 10%
Don't want possible 8 hour staff assignment 3 14%
Currently fed chalenged with Captain’s responghilities 3 14%
Only took certification classes to gain the knowledge 2 10%
No percelved available postion in the next two years 0

No desre to invest the amount of study time required 1 5%
Frustrated with the exam process / poor quaity exam 1 5%
Family commitments (inc. Sck spouse, young children, caring for | O

parents, €etc.)

Desreto invest timein other areas such as other job or hobby 3 14%
Other: 4 19%
The job needs to be redesigned.

Job is not much fun.
Don't fed | have enough time in current pogtion.

Indligible to test - don't have 3 yrs as Captain.

TABLES 1510 20 Years of Service

n=21




As shown in table 5, those individuas with 15 to 20 years of service used the “other” category
asther primary reason for not gpplying to test, while don 't want possible 8 hour staff assignment
and currently feel challenged with Captain’s responsibilities were the secondary reasons.

Table 6 displays the responses of those 10 responding individuals with 21 to 25 years of

savice.



Reason for not applying number / percent

No longer interested in the position 4 14%
Not enough pay difference between Captain and B.C. 1 4%
Don't want to work for this administration 4 14%
Battaion Chiefs have too much work 1 4%
Job expectations for Battaion Chief poorly defined 1 4%
Don't want possible 8 hour staff assgnment 4 14%
Currently fed chalenged with Captain’s responghilities 0

Only took certification classes to gain the knowledge 1 4%
No perceived available pogtion in the next two years 1 4%
No desre to invest the amount of study time required 2 7%
Frustrated with the exam process / poor quaity exam 3 10%
Family commitments (inc. Sck spouse, young children, caring for | 2 7%
parents, €etc.)

Desreto invest timein other areas such as other job or hobby 3 10%
Other: 2 7%

Adminigration wants dl white mae upper management sructure.

Not able to treat subordinates as shabbily as are currently
treated.

TABLE6 21to 25 Years of Service

n=29
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As shown in Table 6, the primary reason for not applying for the exam was no longer
interested in the position, don’t want to work for this administration, and don 't want possible 8
hour staff assignment. Secondarily was thet they are frustrated with the exam process/ poor
quality exam and they have adesire to invest time in other areas such as other job or hobby.

Table 7 displays the responses of those 12 individuals with over 25 years of service.

Reason for not applying number / percent

No longer interested in the position 6 23%
Not enough pay difference between Captain and B.C. 1 4%
Don't want to work for this administration 3 12%
Battaion Chiefs have too much work 0

Job expectations for Battaion Chief poorly defined 0

Don't want possible 8 hour staff assignment 8 31%
Currently fed chalenged with Captain’s responghilities 0

Only took certification classes to gain the knowledge 2 8%
No perceived available pogtion in the next two years 1 4%
No desre to invest the amount of study time required 1 4%
Frustrated with the exam process / poor quaity exam 1 4%
Family commitments (inc. Sck spouse, young children, caring for | 1 4%
parents, €etc.)

Desreto invest timein other areas such as other job or hobby 1 4%
Other: 2 8%
Chiefs have lost contact with those they supervise.

Don't respect current B.C.’s.

TABLE7 > 25 Years of Service n=27
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As shown in Table 7 above, the primary reason for not gpplying for the exam was don 't want
possible 8 hour staff assignment. The secondary reason was no longer interested in the position.

The next two tables, numbers eight and nine, compare the reasons for not gpplying to the time
frame until retirement. There were three regponding individuas who were undecided as to when they

would retire. Table 8 displays the responses of those 15 individuas who plan on retiring within the next

Syears.
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Reason for not applying number / percent

No longer interested in the position 8 20%
Not enough pay difference between Captain and B.C. 1 3%
Don't want to work for this administration 4 10%
Battaion Chiefs have too much work 1 3%
Job expectations for Battaion Chief poorly defined 2 5%
Don't want possible 8 hour staff assignment 9 23%
Currently fed chalenged with Captain’s responghilities 0

Only took certification classes to gain the knowledge 3 8%
No perceived available pogtion in the next two years 2 5%
No desre to invest the amount of study time required 2 5%
Frustrated with the exam process / poor quaity exam 0

Family commitments (inc. Sick spouse, young children, caring for | 2 5%
parents, €etc.)

Desreto invest timein other areas such as other job or hobby 2 5%
Other: 4 10%

Don’'t respect current B.C.’s.

Not able to treat subordinates as shabbily as are currently
treated.

The job needs to be redesigned

Indigible to test - don’t have 3 yrs as Captain.

TABLE S8 Retirement within next 5 years n = 40
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As shown in the above table, those individuas who plan to retire within the next 5 years stated
that the primary reason they did not apply to test for Battalion Chief was because they don 't want
possible 8 hour staff assignment. Secondary was no longer interested in the position.

Table 9 displays the responses of those 11 individuals who plan on retiring in 6 or more years.

Reason for not applying number / percent

No longer interested in the position 2 7%
Not enough pay difference between Captain and B.C. 1 3%
Don't want to work for this administration 2 7%
Battaion Chiefs have too much work 0

Job expectations for Battaion Chief poorly defined 1 3%
Don't want possible 8 hour staff assignment 6 20%
Currently fed chalenged with Captain’s responghilities 3 10%
Only took certification classes to gain the knowledge 2 7%
No perceived available pogtion in the next two years 0

No desre to invest the amount of study time required 2 7%
Frustrated with the exam process / poor quaity exam 3 10%
Family commitments (inc. Sck spouse, young children, caring for | 1 3%
parents, €etc.)

Desreto invest timein other areas such as other job or hobby 5 17%
Other: 2 7%
Chiefs have logt contact with those they supervise.

Job is not much fun.

TABLE9 Retirement in 6 or more years n=30
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As shown in the above table, those individuas who plan to retire in 6 or more years Sated that
the primary reason they did not apply to test for Battalion Chief was because they don 't want possible
8 hour staff assignment. Secondary was a desire to invest time in other areas such as other job
or hobby.

Table 10 displays the total responses of dl 29 individuas who completed the survey. Some

provided only one or two reasons.



Reason for not applying number / percent

No longer interested in the position 11 14%
Not enough pay difference between Captain and B.C. 2 3%
Don't want to work for this administration 8 11%
Battaion Chiefs have too much work 1 1%
Job expectations for Battaion Chief poorly defined 3 4%
Don't want possible 8 hour gaff assgnment 15 20%
Currently fed chalenged with Captain’s responghilities 3 4%
Only took certification classes to gain the knowledge 5 7%
No perceived available pogtion in the next two years 2 3%
No desre to invest the amount of study time required 4 5%
Frustrated with the exam process / poor quaity exam 5 7%
Family commitments (inc. Sck spouse, young children, caring for | 3 4%
parents, €etc.)

Desreto invest timein other areas such as other job or hobby 7 9%
Other: 7 9%

-Chiefs have lost contact with those they supervise.

-Job is not much fun.

-Adminigration wants al white male upper management structure.
-Indigible to test - don't have 3 yrs as Captain.

-The job needsto be redesigned

-Not able to treat subordinates as shabbily as are currently
treated.

-Don't respect current B.C.’s.

TABLE 10 Totd of al responses n=76




As shown in the above table, the primary reason provided by dl respondents was because they
don’t want possible 8 hour staff assignment. Secondary was no longer interested in the position.
DISCUSSION

Year of Certification

Thefirg andyss of the data compares the year of completion of Chief Officer Certification and
the respondent’ s reasons for not taking the Battalion Chief’ s exam. Table 2 provides data for
certification taken prior to 1986. Since thiswas the beginning of the Certification Program, it was
believed that most respondents would choose only took certification classes to gain the knowledge.
Thiswas not the case with only two responsesin thisarea. Not surprisng was the primary answer of
no longer interested in the position. Clearly, after thislength of time, it was no surprise to the author
that these individuas are no longer interested. However, the other primary reason was don 't want to
work for this administration. \What was not asked on the survey was would they have wanted to
work for the previous adminigtration in place prior to 1986, when they origindly attended certification
classes.

Table 3 digplays data for those 14 responding individuas who completed certification during the
years of 1988, 1990, and 1992. Thisisimmediatdy prior to the 1994 sgnificant drop in gpplicants.
During these years, the primary reason for not applying was don 't want possible 8 hour staff
assignment. This response was overwhelming with eleven answers (27%) in this category. The author
was unable to determine if there was an increase in 8 hour staff assgnments during this time period,
however, as the data indicates, staff assgnments were clearly on the minds of those applying to test.
The next closest answer at 17% was no longer interested in the position. Agan, after 10 years, this

answer is not surprising.
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Thefind tablein the area of year certified, table 4, displays data for the most recent years of
1994, 1996, and 1998. These responses were evenly arrayed over most of the reasons provided with
the primary reason given as desire to invest time in other areas such as other job or hobby and
“other”. The other responses provided included: the job needs to be redesigned, don’t feel I have
enough time in current position, job is not much fun, andfindly, ineligible to test - don’t have 3
yrs as Captain. These responses don’t provide conclusive evidence in any one area.

Years of Service

The second andlysis of the data compares the reasons for not gpplying for the exam to the years
of service of the respondent. Table 5 displays data for those seven responding individuas with 15 to 20
years of service with the Tucson Fire Department. These responses were evenly arrayed with no
ggnificant reason for not gpplying. The “other” category was used most frequently at 19% with
responses. the job needs to be redesigned, job is not much fun, don’t feel I have enough time in
current position, ad ineligible to test - don’t have 3 yrs as Captain.

Table 6 displays the responses of those 10 individuals with 21 to 25 years of service. Again,
these responses were evenly arrayed with no sgnificant reason for not gpplying athough three reasons
tied with primary. The primary reasons given were: no longer interested in the position, don’t want
to work for this administration, ad don’'t want possible 8 hour staff assignment.

Table 7 displays the responses of those 12 individuas with over 25 years of service. The
primary reason given here was don 't want possible 8 hour staff assignment with 31% of those
responding. This response most likely comes from having worked suppression for many years and no

desire to change to a staff position. The second reason was no longer interested in the position.
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Again, this not was surprising since those with over 25 years of service would perhaps be considering
retirement.

Time Frame to Retirement

The third andysis of the data compares the reasons for not applying to the time frame to
retirement. 1t was believed by the author that those with a short time to planned retirement would no
longer beinterested in the pogition. Thiswas found to be somewhat accurate in that the primary reason
given for those with lessthan 5 years to retirement was don 't want possible 8 hour staff assignment
with a 23% response, but the secondary reason was no longer interested in the position with a20%
response. Table 8 displayed this data.

Table 9 displays the responses of those 11 individuals who plan to retire in 6 or more years.
The gartling primary reason provided was don 't want possible 8 hour staff assignment with a20%
response.

All Responses

Finaly, table 10 displays al of the responses from the 29 individuas who completed the survey
indrument. Theissueof don’t want possible 8 hour staff assignment came out most frequently
(20%) with no longer interested in the position aclose second place at 14%. The data suggests that
most individuds did not want a possible 8 hour daff assgnment. Thisis congstent with the findings of
Laurich and Pottberg in the literature review. Laurich (1995) dtates, “ Once the line lifestyle isingrained
in firefighters, they often are reluctant to exchange their present work hours for a conventiona 40-hour
week” (p. 5). Frefighters enter the fire service with awell-rounded knowledge and life experience that
fitswdl into the job description of emergency services. They're good with mechanica Stuations and

life-threatening decisons. When put in a Saff assgnment they are out of their environment and



extremely uncomfortable. (Laurich, 1995) It has become evident to this author that even the
opportunity for promotion isn't enough to persuade firefighters to work the dreaded 8 hour staff
assgnment.

The second most frequent reason, no longer interested in the position, 1S perhaps too genera
in nature and should have been more focused to gain a better understanding as to why the respondert
chose not to gpply for the exam.

The third most frequent response was don 't want to work for this administration. This
adarmingly high response, 11%, should be ared flag to the Fire Chief to determine the reasons behind
thisresponse.  All of the other responses garnered less than 10% of the overdl reasons.

In asurprise finding, the reason not enough pay difference between Captain and Battalion
Chief'/ current pay O.K., was given only twice (3%) as areason for not applying to test. During the
most recent promotiona opportunity for Battalion Chief, a Sgnificant pay raise was announced for July
1, 1998. Infact, for those officersin staff positions, $10,000 per year over shift positions was offered.
The closing for those digible to participate in the exam process was two months later on August 28,
1998. Stll only nine candidates chose to apply.

Implications

The implication of these results on our organization is that, if achangeisto be made, it should be
in the area of the 8 hour saff assgnment. As stated earlier, the upper adminigration should look closdy
at the eight responsesthat don 't want to work for this administration. The other reasons given were
dwarfed in comparison. Clearly, pay was not anissue, or if it was... $10,000 annudly was not enough

to work a gaff assgnment!



RECOMMENDATIONS

The results discovered did not reved enough substantia evaluated materid detailing a conclusive
decision regarding the best plan of action necessary to solve the problem. The overwheming response
by those surveyed indicating no desire to work an 8 hour staff assgnment, certainly shows that the
organi zation has developed a behavior that is not conducive to administrative duties. This behavior can
be changed, but it would require that an Organizationad Development Specidist be employed by the
Tucson Fire Department to further analyze the problem.

Additiondly, the second most frequent response, don 't want to work for this administration,
isan areaon which an O.D. specidist could shed some light. Organizationd development efforts
frequently require someone with an outside perspective to facilitate change. This should be a consultant
who can evaluate the Tucson Fire Department’ s activities without being bound by interna culture,
traditions, or politics.

“Enhancing employee mativation and positive reinforcement is where management is going to be
doing the most research in the future” (Laurich, 1995, p. 14). Effective performance must be
recognized and rewarded in terms that are meaningful to the individua. This could indude financid,
psychologicd or both. Obvioudy, staff assgnments are not recognized as terms that are meaningful to
theindividud !

An areathat the study did not focus on was recruiting more Captains to take certification
classes. In the late 1980s, the Tucson Fire Department discovered that entry leve applicants were
mostly white males o the Department aggressively recruited women and minorities. This effort was
very successful. Perhgps the organization needs to do the same within the rank of Captain. One

solution may be to have junior Captains spend a day with an 8 hour staff Battalion Chief to observe the



job. Ancther solution may be aforma mentoring process by current Battdion Chiefs to those Captains
who areinterested. There certainly exists an informa mentoring process now, but by formdizing it,
perhaps more Captains would become involved. By increasing the numbers of Captains who complete

certification class, we have the potentid to increase the number of those applying to test.
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ivil Service Commission ANNOUNCEMENT OF IN-SERVYVICE
Cityglof Tucson CAREER PROMOTIONAL TEST

FIRE BATTALION CHIEF

SALARY:  Range PFP-E-PS $57,600 - $66,000/Annually
Range PFP-D-PS $60,100 - $77,200/Annually ( Staff Assignment only)

POSITION: This is supervisory management work planning, organizing and directing the activities of a Fire District or Fire
Department section or serving in 2 specialized staff assignment. Considerable independent judgment is required in making
decisions in emergency, command and administrative matters.

ELIGIBILITY: Eligibility is limited to those Tucson Fire Department Fire Captains with a minimum of three years service in
grade prior to October 26, 1998 and who have successfully completed Fire Battalion Chief certification.

EXAMINATION PROCESS: WEIGHT:

Partl: Objective Written Exam (Based upon, not limited to Battalion Chief certification 35%
process materials)

Partll: Performance Assessment May include but is not limited to the following: 55%
Presentation Exercise
Role Play Exercise
Fire Simulation Exercise
Executive Oral Board

SENIORITY: Based upon total months of service in classification of Fire Captain or 5%
Paramedic Supervisor. Seniority will be calculated through October 26 1898.
MAXIMUM CREDIT: 120 months

EDUCATION: Credit will be given for each unit successfully completed at an accredited 5%
University, College, or Junior College as shown on an official document of that
institution.  Applicants are_responsible for personally verifying that such
documents are current and on file with the Human Resources Department by
August 7, 1998 MAXIMUM CREDIT: 100 Units

TOTAL 100%

In accordance with Rule lil, Section 8, Sub-section (d) (1), Civil Service Commission Rules and Regulations, only those
candidates, that achieve a minimum score on all examination measurements stated in Parts | and Il of the Examination
Process, will have Seniority and Education scores added to their combined score from Parts | and Il and be placed on the
eligibility list.

METHOD OF CERTIFICATION: "Rule of Seven." The top seven names on the eligibility list will be certified to the hiring
authority for any particular vacancy.

Applications must be filed at the Human Resources Department, 110 E. Pennington, City Hall Annex, Third Floor by
AUGUST 7. 1998.

ANALYST: Jim Lutz, S.H.R Analyst, 791-4244 ext. 122 PUBLISHING DATE: July 24, 1998
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September 22, 1998
Dear Captain,

| am currently enrolled in the Executive Fire Officer Program (EFOP) at the Nationd Fire Academy and
| am required to do aresearch project. | have chosen atopic related to promotion to a management

position.

The intent isto assst the Tucson Fire Department in determining why so few qudified Captains are
applying for promation to Battaion Chief. Over the past few years, the number of those officers taking
the Batt Chief test has diminished significantly.

The conclusons drawn from this study will offer ingght into how the department can change or alter the
testing process or the certification process, to attract more candidates.

| have provided an enclosed survey and a pre-addressed envelope for your use. It should take no more
than 5 - 10 minutes to complete the survey. All information that is provided on the survey will be kept
strictly confidential and therefore, you should not include your name. A copy of the current BC
certification lig isincluded to provide the year you completed certification.

Thank you for taking the time to assist me with my project. Please complete and return the survey by
October 13, 1998.

Sincerdly,
William Ross

Battdion Chief
Didrict I11, “C” shift



SURVEY

1. When did you complete Chief Officer Certification:
prior to 1986

5/88

5/90

5/92

4/94

5/96

5/98

OTMMOUO >

2. How many years do you have on the job?

3. How many Béttalion Chief exams have you applied for?
(This does not ask how many exams you have taken)

4, When do you plan on retiring?

A. within next 1 year
B. 1-5years

C. 6 - 10 years

D. more than 10 years
E undecided

5. Mark the top three (3) reasons why you did not apply for the most recent Battalion Chief exam.
If your reason is not listed, please explain below.

No longer interested in the position

Not enough pay difference between Captain and Battalion Chief / current pay O.K.
Don't want to work for this administration

Battalion Chiefs have too much work

Job expectations for Battalion Chief poorly defined

Don't want possible 8 hour staff assgnment

Currently fed chalenged with Captain’s responghilities

Only took certification classesto gain the knowledge

No perceived available pogtion in the next two years

No desre to invest the amount of study time required

Frustrated with the exam process/ poor quaity exam

Family commitments (inc. Sck spouse, young children, caring for parents, etc.)
Dedreto invest timein other areas such as other job or hobby

Other. Please explain:

ZZrACTIOTIMOO®)
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